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An AICPA publication for the local firm
IMPROVING WHITE-COLLAR PRODUCTIVITY: A NEEDED SERVICE (Part 1)
Thrust into a competitive world, many CPA firms 
augment their traditional services by branching 
into other areas. They often realize big revenue 
gains from consulting fees and find that consulting 
services add a dimension that stimulates business 
and becomes the focal point of their marketing 
efforts.
The consulting services a firm provides should be 
carefully selected to satisfy, among other criteria, 
these three. The services should be
□ Needed by the client.
□ Profitable to both client and practitioner.
□ Unique (ideally) to distinguish the firm from its 
competition.
Operational auditing to improve white-collar 
productivity is a service that goes a long way toward 
meeting these criteria. As well as being needed, it 
has proved to be profitable to both client and CPA 
and, as a result, enhances the client relationship and 
solidifies the traditional services. Also, few CPA 
firms focus on this service area.
It is not unlikely that clients who experienced 
growth during the 1960s and ’70s would be con­
ditioned to believe that to increase profits they must 
increase sales. This philosophy was practical during 
that period because they probably experienced a 
booming demand for their products and services. 
But what has happened to these clients during the 
1980s? Many of them find they are in a different 
ballgame—that competition has increased and 
demand for their products has declined.
These clients must now refocus their thinking. 
Rather than increasing sales, they should be encour­
aged to improve productivity and reduce costs. 
They need to be reminded that this approach can 
have far greater impact on profits than increasing 
sales can. It may help to point out, for example, that 
if their profit margins are 20 percent, it will take five 
times as many sales dollars to improve profit as 
much as one single dollar of cost reduction would.
Productivity issues do not just concern manufac­
turing operations. Based on my professional experi­
ence, I believe that the white-collar arena has the 
greatest productivity problems and, therefore, 
offers the greatest opportunity for improvement.
Over the years, management’s attention has nor­
mally been directed to production and sales. Indus­
trial engineers thus largely concentrated on 
improving productivity in the manufacturing sec­
tor. This focus may have been appropriate for an 
industrial labor-intensive society, but not for the 
service-oriented, knowledge-intensive one that is 
developing. Studies indicate that the white-collar 
work force is operating at a less-than-50 percent 
efficiency level although management expects 90 
percent efficiency from its blue-collar work force.
The way to improve clients’ white-collar produc­
tivity begins with an operational audit. During this 
engagement, productivity can be viewed from 
either a macro or micro perspective. The first 
approach views the overall efficiency and effec­
tiveness of the client’s organization, division, or 
even department. The second perspective evaluates 
each individual task performed. The following dis­
cussion will focus on productivity in a micro sense 
for two critical reasons:
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AICPA Conference 
on Government Auditing Set
The AICPA will hold a National Governmental 
Accounting and Auditing Update Conference 
at the Hyatt Regency Hotel in Washington, 
D.C., on August 25-26.
Designed to provide guidance and advice on 
procuring and implementing single audits, 
and on improving the quality of governmental 
audits, the conference will also enable partici­
pants to become aware of significant emerging 
developments in federal, state, and local gov­
ernmental accounting and auditing areas.
For further information, contact the AICPA 
meetings department: (212) 575-6451.
□ Macro productivity measurements are simply 
the sum of all micro productivity measure­
ments. Therefore, to improve productivity in a 
macro sense, we must first improve it in at least 
one micro sense.
□ When you are viewing productivity problems 
from a macro perspective, you run the risk of 
accomplishing nothing. Although the rec­
ommendations may be good, the issues are 
often too broad for the client to tackle and 
won’t be implemented.
Let’s look at the difference between the two 
approaches a little more closely by exaggerating the 
nature of the recommendations that might evolve. 
For example, as a result of a macro operational 
audit, it might become evident that the client needs 
to
□ Develop a cost system.
□ Reduce overtime in the accounts receivable 
department.
□ Automate inventory control.
□ Develop work standards for data entry.
Each recommendation is so broad that it actually 
becomes another engagement. Although the prob­
lems have been identified, nothing has improved as 
a result of the study.
It will be more valuable if clients can easily imple­
ment the recommendations. For example, as a 
result of a micro operational audit, you might rec­
ommend that a client
□ Eliminate an existing procedure that is either 
duplicated elsewhere or just not necessary.
□ Combine two related tasks to avoid duplication 
of effort.
□ Change the sequence of events to expedite the 
process or improve quality.
□ Add an up-front control or in-process inspec­
tion to minimize costly defects or rejects.
□ Alter the components of a product or service to 
produce it more cheaply or with better value.
These recommendations are smaller in scope, and 
a client is more likely to identify with them. What 
appears to be an overwhelming task has been 
reduced to specific short-term goals. As a result, the 
client can make changes and experience immediate 
benefits.
To conduct an operational audit by viewing pro­
ductivity from a micro perspective, you must first 
identify the problems. Here, the client will gener­
ally help by expressing concerns, for example, about
□ Increased overtime.
□ An excessive number of returned items.
□ Production bottlenecks.
□ Information lags.
□ A drop in collection efforts.
□ Significant deviations from budget and 
forecasts.
□ Voluminous paperwork.
Although recognizing the symptoms, a client may 
not know what is causing the problem, how to ana­
lyze it, or have the time or expertise to rectify it. In 
such situations, the client will be eager to call upon 
outside expertise.
I suggest using the scientific method of problem 
solving to improve productivity. This, simply, is a 
systematic approach to improving existing meth­
ods, procedures and systems, and basically consists 
of defining the problem, researching the "given," 
developing and evaluating alternatives, imple­
menting the solution, and following up. These pro­
cesses will be described in part 2 of this article. □
—by Doris Magliola-Zoch, CMC 
Zoch & Zoch Associates, Inc.
710 Route 46 East, Suite 100 
Fairfield, New Jersey 07006
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Subject Index 
January 1983 to December 1985 
Part II
Practice Growth and Development
Client-Centered Proposals. Jeffrey P. Davidson and 
Richard A. Connor, Jr. October 1984, p.3.
(A) Client-Service Monitoring System. Terry L. Walker. 
October 1984, p.5.
Cross-Referrals: A Great Way to Strengthen Client 
Relationships. John G. Hodgson, Jr. December 1984, 
p.6.
Do Your Clients Get Enough Attention? John B. Sperry. 
February 1984, p.1.
(The) Double Benefits of Occasional Breakfast Meetings. 
...Steven N. Delit. September 1983, p.5.
Growth Through International Affiliation. Irving 
Codron. October 1983, p.1.
Letter to the Editor. (Dismissing clients.) Peter H. 
Burgher. March 1983, p.4.
Ideas for the Growth and Development of the Local 
Accounting Practice. Irwin H. Lerman. January 1984, 
p.3.
Increasing Your Originality. July 1983, p.3.
Meet-A-Client. (Clients often produce goods and services 
that other clients can use.) September 1985, p.4.
One Firm’s Specialization Program. Lowell A. Baker. 
December 1984, p.1.
Organizing Effective Seminars. Dale L. Gettelfinger. 
June 1985, p.4.
Organizing Effective Seminars... to Provide Additional 
Services. John G. Hodgson, Jr. June 1985, p.4.
Organizing Effective Seminars... [to] Develop Clients. 
Steven M. Corley. June 1985, p.5.
Profitable Client Development Attitudes. Gale D. 
Eidson. January 1984, p.1.
Questions for the Speaker. (Practice development.) 
January 1983, p.6.
Questions for the Speaker. (Practice development.) April 
1983, p.4.
Salesmanship and the CPA. Ronald L. Frandsen. 
September 1983, p.1.
Specialization in a Small Town. September 1983, p.7. 
Starting and Maintaining a Practice Development Plan. 
William T. Young. March 1984, p.1.
Communication
Attending Conferences and Meetings. (The relationship 
of attendees and presenters.) Sidney F. Jarrow. July 
1983, p.6.
(The) CPA Client Bulletin. (Information on content and 
how to subscribe to it.) February 1984, p.2.
How to Obtain Material for Your Firm Newsletter. 
Arthur Lodge. February 1983, p.7.
Improving the Oral Communication Skills of Staff 
Accountants. Frank R. Urbancic. August 1984, p.2.
Humanizing the Audit Process. Perry M. Henderson. 
February 1985, p.7.
Human Relations as an Accounting Skill. Randall G. 
“Sleeth and John B. Sperry. April 1983, p.5.
In-House Newsletter. John G. Hodgson, Jr. February 
1985, p.8.
Learning to Listen. Jeffrey P. Davidson. December 1984, 
p.3.
.. .(and) Meeting the People Behind the Voices. (Taking 
staff to meet clients.) Steven N. Delit. September 
1983, p.5.
Personal Communication—Essential in a Practice. Mike 
McCaffrey. April 1983, p.3.
Speeches—Speeches. (Aids for members giving 
speeches.) May 1983, p.7.
Computers
Auditing and the New Technology—A New and Brighter 
Future. James G. Castellano and Bernard Sirkin.
September 1985, p.4.
Extending Client Services. Bruce Champion and Bonnie 
Riederer. October 1985, p.1.
Getting a Favorable R.O.I. from Your Computer.
Thomas J. Koger. June 1984, p.4.
Help for Osborne Computer Users. (Some sources of 
hardware and software support.) February 1984, p.6.
Help in Selecting Software. October 1985, p.8.
Help Reduce Computer Abuse. September 1985, p.8.
Letter to the Editor. (Help for Victor computer users.) 
Joe E. Reid. April 1984, p.4.
(A) Local Firm’s Computer Lending Library. Ted M. 
Felix. November 1984, p.5.
(The) Microcomputer as a Surprise. Manfred E. Philip. 
June 1985, p.6.
Microcomputer Maintenance, or the Art of Avoiding 
Constant Servicing Expense. September 1985, p.7.
Ratios in Computer Prepared Financial Statements. 
Manfred E. Philip. January 1984, p.4.
Marketing
Administration of a Professional Marketing Program.
Ruth J. Dumesic. September 1984, p.1.
How Businesses Select CPA Firms. Susan A. Lynn. July 
1985, p.2.
How CPAs Are Perceived. June 1984, p.6.
Marketing as a Problem-Solving Technique. Marticia 
Madory. April 1985, p.3.
Marketing: Insights and Lessons Learned. Richard A. 
Connor, Jr. November 1985, p.5.
Marketing Services to Clients. December 1984, p.4.
Marketing Tax Services to Small Businesses. James H.
Wilson. May 1984, p.5.
Strategic Marketing for CPA Firms. Todd S. Lundy.
August 1985, p.1.
Studying the Market for Your Firm’s Services. Jay 
Nisberg. November 1984, p.1.
Mergers and acquisitions
(A) Consultant’s Thoughts on the Purchase of a Local 
Practice. Sheldon Ames. March 1985, p.5.
Making the Marriage Last. (Ideas on making mergers 
and acquisitions work.) J. Curt Mingle. August 1984, 
p.1.
Merger Mania—Why? Donald F. Istvan. May 1985, p.7.
Review checklists
Checklist for Buy-Sell Agreements. Ralph C. Kuhn, Jr.
November 1983, p.6.
Opening and Closing Procedures Checklist. (A standard 
approach for all audit clients.) Benjamin S. Daniel. 
December 1983, p.4.
Service areas
Becoming Prepared to Serve the Minority Client. July 
1984, p.6.
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Government Work—Fertile Territory for Practice 
Development. Linda K. Cheatham. August 1983, p.1.
Helping Clients Plan for Business Transition. Norman 
S. Rachlin. August 1985, p.6.
Influences on Our Profession. (A practitioner looks at 
new growth areas.) Edward J. Dupke, October 1984, 
p.2.
Joint Ventures—A Profitable Relationship. Bruce C. 
Holbrook and Marilynn C. Moschel. December 1985, 
p.1.
Management Advisory Services Practice Aids. June 
1984, p.7.
Mergers and Acquisitions. (The role of CPAs.) December 
1983, p.3.
Processing Clients’ Data. August 1985, p.8.
Providing Personal Financial Planning Services. Robert 
F. Warwick. January 1985, p.6.
(The) Role of MAS in Local Firms. Robert C. Sipple. 
April 1985, p.6.
(The) SBA’s PASS System. (Helping smaller companies 
obtain government work.) May 1983, p.8.
(The) Single Audit Act—Its Effects on Small Firms. 
Lawrence Belcher, Jr., and Daniel Dennis. November 
1985, p.1.
Voted Most Likely to Succeed. (The outlook for certain 
new businesses.) November 1984, p.7.
Tax
Attacking 1040s. Paul Vosburgh. August 1985, p.7.
Budgeting for Tax Hours. H. W. Martin. December 1984, 
p.6.
New Penalties Create Problems for Tax Preparers. Saul 
Braverman and John C. Williams. February 1983, p.1.
Small Firms—Big Response. (Obtaining tax preparation 
and review checklists.) May 1983, p.2.
Tax Season Preparation. Abram J. Serotta, December 
1985, p.6.
Tax Season...“We Love It!” Abram J. Serotta. July 1984, 
p.2.
Tax Tips. (Aids for a tax season speech.) February 1983, 
p.2.
Tax Training Techniques. Abram J. Serotta. November 
1985, p.7.
Two Memoranda for Clients. (A simplified engagement 
letter and a summary of the tax-return-preparer 
penalties.) April 1984, p.3. □
Government Audit Review 
Checklists Available
The checklists developed for the AICPA division for 
CPA firms’ peer reviews of member firms that con­
duct audits of state and local governments, includ­
ing those entities that receive federal financial 
assistance, are being made available to all AICPA 
members upon written request. Intended to empha­
size the general procedures that an independent 
auditor would ordinarily perform, the matters cov­
ered in these checklists concentrate primarily on 
the accounting and auditing procedures that are 
unique to those governmental audits and that 
extend the auditor’s responsibilities beyond com­
pliance with the AICPA’s GAAS.
The procedures have been principally derived 
from the pronouncements of the Governmental 
Accounting Standards Board’s Codification of Gov­
ernmental Accounting and Financial Reporting Stan­
dards; the U.S. General Accounting Office’s 
"Standards for Audit of Governmental Organiza­
tions, Programs, Activities, and Functions"; and the 
AICPA’s audit and accounting guide Audits of State 
and Local Governmental Units.
In addition, the checklists contain a separate sec­
tion devoted solely to compliance with the special 
requirements of the Single Audit Act of 1984, based 
on the requirements established in the Office of 
Management and Budget’s Circular no. A-128 and 
the "Standards for Audit" issued by the GAO.
To obtain a copy of the checklists, write to Donna 
Garzon at the Institute’s New York offices. □
CPA Client Bulletin
An interesting and informative newsletter is an 
excellent way for a local firm to enhance its relation­
ship with clients and the community it serves. Yet, 
many practitioners balk at writing their own news­
letters, usually because of the time and expense that 
this involves, and because of the difficulty they 
experience in obtaining suitable material.
Most of the articles in a CPA firm newsletter are 
on subjects that the firm discusses with clients, such 
as reminders about reporting requirements, 
changes in tax laws and regulations, management 
tips, and advice on personal finances. A good source 
for such items is the daily practice experience— 
questions that clients ask, problems they encounter, 
areas where they would benefit from better infor­
mation. If everyone on the professional staff is on 
the lookout for items, the product benefits. And if 
writers sign articles, clients become aware of staff 
they don’t deal with directly.
The task is still formidable, particularly when 
trying to cover a topic such as a new tax act. Another 
way to reach clients is to subscribe to the CPA Client 
Bulletin published by the AICPA. Nearly 7,000 CPA 
firms do this, distributing about 800,000 copies 
monthly. The minimum subscription, 50 copies per 
month, costs $135 a year, with additional lots of 25 
billed at $36 per year. Imprinting of a four-line 
name and address above the masthead is $72 per 
year for the first 50 copies, and $6 per year for each 
additional lot of 25. To order, contact the AICPA 
circulation department (212) 575-5515. □
Practicing CPA, July 1986
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The Art of Leadership
Leadership is an art, not a science, and comes in 
many styles, each of which may be effective in dif­
ferent situations. In a professional-service firm, for 
example, technical expertise may be viewed as the 
leadership style that is needed. In a field such as 
politics, a charismatic style may be best. Lead­
ership based on instilling fear in employees may 
work over the short term in some firms while a 
rapier wit may produce the desired results in others.
Leadership qualities are rare, and having part­
ners with such traits can spell success for a firm. 
There is obviously no simple blueprint for those 
who want to hone their skills; some people are more 
effective leaders than others because of what they 
do, rather than what they believe. Nevertheless, for 
partners who want to improve their leadership 
qualities, the following ideas might be helpful.
□ Be dedicated. Leaders must be dedicated to 
their own beliefs in order to be effective. Dedi­
cation is a commanding force that elicits com­
mitment from those who choose to follow.
□ Be supportive. Management systems should be 
designed to encourage employees to achieve 
desired results, rather than focusing on pre­
venting errors and problems from occurring. 
Most people will respond to the rewards 
offered by the system and need only guidance, 
not control. In such situations, the leadership 
role can be a more supportive one.
□ Earn trust and respect. Trust and respect can­
not be commanded or bought; they must be 
earned through fairness, consistency, and 
reliability. People generally prefer to follow 
someone who is consistent even if they disagree 
with a particular decision.
□ Allow others to learn and make mistakes. 
Really caring about staff means giving people 
the opportunity to gain needed experience. A 
mentor relationship may accelerate the 
development, but at some point staff members 
must be allowed to progress on their own.
□ Balance individuals’ and the firm's needs. A 
leader must do this. The firm’s needs include 
specific levels of individual performance, and 
the option of allocating work to the person best 
suited for it.
Attending to the firm’s needs is essential if 
the firm is to use its resources well and gener­
ate results. Results count. Without results 
there is no profit, and without profit there is no 
firm.
A good leader doesn’t just focus on results, 
though. Successful firms typically pay compet­
itive salaries, train people to do their jobs well, 
and follow a reasonable work schedule that 
allows time for recreation and rest. Everyone 
benefits from this—it usually results in firm 
growth and profitability and provides chal­
lenging careers for staff.
□ Develop ethical relationships. Leadership 
characteristics include understanding other 
people’s values and establishing strong, ethical 
relationships with employees and clients. It 
also means believing in tapping and develop­
ing people's capabilities and working toward 
achieving something beyond the ordinary.
Different styles
The managing partner of a successful Midwestern 
CPA firm embodies many of these ideals. This 
approach has created a warm, family-style relation­
ship that translates into a high level of employee 
service. An open-door policy fosters communica­
tion, and employees are encouraged to suggest ser­
vice improvements. The clients are the real 
beneficiaries of this leadership style.
At another firm on the East Coast, the managing 
partner has a different but equally effective lead­
ership style. He strives to take special care of all 
people—employees and clients alike. Despite a hec­
tic travel schedule, this managing partner makes 
time available in which to get to know people and 
discuss matters with them, and, in effect, serves as a 
positive role model. In return, high standards of 
service and care are expected of everyone who 
wishes to become a member of the firm.
Firms like these demand commitment and perfor­
mance from their people. The relationships and 
expectations, however, are based on a foundation of 
mutual trust, responsibility, and respect. Thus, the 
rights of both individual and firm are balanced.
If the power of leadership is abused, employees 
will try to avoid that partner and will act out of fear 
rather than out of respect. The partner will 
ultimately fail the one real test of leadership—the 
ability to maintain loyal and committed followers 
when the chips are down.
Leadership carries a high degree of responsibility 
for the well-being of others, and it can be a hum­
bling experience. Partners who are so privileged 
must use their power wisely, for they are ultimately 
dependent on others for the leadership role they 
have. □
—by Jay N. Nisberg 
Jay Nisberg & Associates
14 Pelham Lane 
Ridgefield, Connecticut 06877
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Assessing Pathway to Excellence
The AICPA recently released the 1986 exposure draft 
of the National Curriculum, A Pathway to Excel­
lence, with an accompanying questionnaire, to vari­
ous segments of the membership, including training 
directors of small, medium, and large firms; appro­
priate AICPA committees and task forces; and 
accounting associations.
Although some sixteen professions provide con­
tinuing education programs for their constituents, 
the National Curriculum is thought to mark the first 
time such a program is being presented on a profes­
sionwide basis.
Designed for CPAs in public practice, industry, 
and government, the curriculum is an attempt to 
provide a systematic, comprehensive classification 
of specific knowledge and skill areas needed by an 
accountant to gain competence in particular sub­
jects within six main fields of study: accounting and 
auditing, advisory services, management, personal 
development, specialized knowledge and applica­
tions, and taxation.
Each of these broad fields is subdivided into 
groups of complementary learning units based on 
the AICPA’s continuing education standards for 
group and self-study programs. The curriculum 
consists of more than five hundred such learning 
units. It will now be possible to identify specific 
units of knowledge according to different skill lev­
els—basic, intermediate, advanced, and update.
With an emphasis on practical rather than the­
oretical knowledge, the curriculum is essentially 
application-oriented. For the short term, it aims to 
answer the basic question: What does a CPA need to 
know about a given topic, such as personal financial 
planning or microcomputers? For the long term, the 
publication is intended to help CPAs chart career 
pathways in a larger area, like taxation.
In addition to providing a basis for individual 
improvement and career development, the curricu­
lum can be used by firms as a vehicle for structuring 
training programs for their staff. Conceived as a 
flexible guide, the curriculum will continuously 
evolve, reflecting changes in the business and pro­
fessional environments.
Responses to the questionnaire will be accepted 
through the end of August 1986. A National Curricu­
lum oversight task force will review comments and 
suggestions and revise the exposure draft as neces­
sary. It is anticipated that final publication of the 
National Curriculum will be in 1987.
For further information, please contact Lorrin 
Philipson, National Curriculum coordinator at the 
AICPA (212) 575-5402. □
CPAs See Computerized Research Ahead
A recent study of attitudes toward computer- 
assisted research shows that few CPAs are familiar 
with the uses of computers in tax and accounting 
research, although 50 percent of the people sur­
veyed expect to be using the equipment for such 
purposes within three years.
Sponsored by the National Center for Automated 
Information Retrieval (NCAIR), the study confirms 
that most CPAs engage in a substantial amount of 
tax and accounting research—primarily by the 
card-catalog method. Dr. Gary Siegel, director of 
the project, says that only 3 percent of the CPAs 
surveyed regularly use computers to conduct 
research, while 85 percent have never done so.
The study confirmed that CPAs are favorably dis­
posed toward computers, however, because they 
use them so often for financial computations and 
projections. And Dr. Siegel notes that some firms 
even require every partner to become proficient in 
the use of micros for financial functions.
Despite their familiarity with computers, though, 
Dr. Siegel found that about 70 percent of CPAs in 
public accounting have never seen a demonstration 
Practicing CPA, July 1986
of computer-assisted research systems, such as 
LEXIS, WESTLAW or NAARS. About two-thirds of 
those surveyed indicated that they would like to see 
such a demonstration.
Dr. Siegel says that the advantages of computer- 
assisted research are that it is thorough and speeds 
up the work, producing benefits for both clients and 
firms in terms of improved service and cost savings. 
Dr. Siegel thinks that as information on computer- 
assisted research is disseminated, its use is likely to 
increase. Nevertheless, he believes that the pro­
viders of these systems are going to have to demon­
strate them and educate CPAs in their use.
"CPAs know that computers will eventually revo­
lutionize accounting research,” he says, "and firms 
interested in expanding this usage should arrange 
demonstrations of the systems for partners and 
staff.” Dr. Siegel believes that any firm wanting to 
encourage greater use of computers will find most 
partners and staff receptive.
Further information about the study may be 
obtained by writing to Dr. Siegel at DePaul Univer­
sity, 25 E. Jackson, Chicago, Illinois 60604, or by 
calling (312) 478-9290. □
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Goal Setting—The Key to Success
Most of us are raised in an environment in which 
negatives are emphasized. At a young age, we con­
stantly hear, for example, “Don’t do this" or “Don’t 
do that." Such an environment can stifle creativity 
and, in later years, lead us to wonder why we are not 
doing as well as we should. It can also cause us to 
have negative attitudes and be unreceptive toward 
other people’s ideas. As partners, we must con­
stantly be aware that our attitudes and what we say 
and do will either help people on our staff grow and 
develop or else destroy their creativity.
It usually takes more effort to be positive, but the 
difference in results this approach makes is so out 
of all proportion to the effort involved that no one 
who has tried it would ever want to be negative 
again. Partners are authority figures, and some­
times staff is hesitant to ask how something should 
be accomplished. Our responses should be positive 
and emphasize what is needed to get something 
done rather than focusing on what staff should not 
do.
Let’s think for a moment about motivation and 
what causes us to do certain things and, sometimes, 
to enjoy doing them. (The fact is, we can put up with 
a lot of inconveniences if we enjoy what we are 
doing.)
Fear can be a motivator in the right circum­
stances, such as a dangerous situation. It is only a 
temporary motivator, however, because we can 
learn to live with the threat or take steps to avoid it. 
Incentive is another temporary motivator because 
most often it is a reward for past behavior. Awards 
given at the time things happen come closer to being 
true incentives.
In order to motivate others, we have to start with 
ourselves. We must think in terms of possibilities, 
not impossibilities. And the way to motivate our­
selves is to have specific goals in our lives.
Attitudes are habits of thought. To achieve suc­
cess, we must first develop success attitudes. Our 
expectations must be positive, and we must expect 
things to happen. Most people do exactly what they 
expect of themselves. Successful people, for exam­
ple, have learned to replace negative attitudes and 
performances with positive ones.
Once we have developed success attitudes, we are 
ready to plan for success. This process is often called 
"goal setting” and is frequently talked about but 
rarely done well. The reason for this is that most 
people don’t understand how to establish and 
achieve their goals. (Goals are not New Year's reso­
lutions.) Goals can become a source of power, how­
ever, if we do understand them. It is important, too, 
that they be personal because this is the only way 
that goal setting can work in an organization.
Goals in the firm
The firm’s goals have to become the goals of the 
individuals in the firm if people are not to just go 
through the motions and grind out the work. We 
must also take care that no one is discouraged by 
others from achieving his or her goals.
The goals must be written down because this 
makes it easier to stay focused on them. They must 
also be specific. Hazy goals bring hazy results, at 
best. We have to be able to visualize what we want 
in every detail.
An interesting illustration of the merits of writ­
ten goals is to be found in the book Think and 
Grow Rich by Napoleon Hill. The author inter­
viewed 500 successful people and discovered 
that they had one trait in common. All, on a 
daily basis, used written, specific goals by 
which they could measure themselves. They 
spent one hour a day thus organizing their 
activities. Writing down their goals was the 
secret to their success.
Goals must be stated positively, because this 
increases the chance of their being attained, and 
they should be written in the present tense. For 
example, if your goal is to build a million dollar 
practice, write, “I have a million dollar practice.” 
Our subconscious minds don’t know the difference 
between truth and falsehood, and positive input 
will help us achieve our goals.
Goals must be reasonable to be attainable, and 
there must be a target for accomplishing them; oth­
erwise we will procrastinate. The goals obviously 
have to be realistic; nevertheless they must still be 
challenging. We shouldn’t put limits on ourselves or 
let others put limits on us.
The way to do it right in your firm and help staff 
members achieve their goals (and the firm’s) is to 
continuously give them positive encouragement.
All progress requires change, and success in 
achieving personal goals will necessitate some per­
sonality changes. There must be rewards, too, 
because if we can’t identify any return for the effort 
involved, we won’t make the changes. In a firm, 
therefore, the goals must be rewarding to all partici­
pants. If the firm’s goals have become the personal 
goals of the individuals involved, everyone will be 
able to identify rewards and be more willing to 
make changes.
“Work will win when wishy-washy wishing won’t” 
Achieving any goal takes planning, which, in turn, 
requires time and effort. It is often difficult to get 
people to devote enough of both to turn dreams and
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wishes into goals and then to achieve those goals. 
You might find the following action plan will 
help:
□ Write down your dreams. Let your mind 
wander. Don’t bother about whether these 
dreams are achievable or not. Ask yourself the 
question, “What would I really like to do, have, 
or become?"
□ Put your dreams into various categories, such 
as financial, mental, physical, social, spiritual, 
and family.
□ Set goals and decide which goals you can work 
on. You will probably find that you can work on 
one in each area. Decide which goals on the 
following basis:
(a) Ease of accomplishment;
(b) Degree of desire.
□ Use spreadsheet columns to develop your 
action program for achieving these goals under 
the following titles: goal; obstacles/road- 
blocks; solutions (you have to work on these); 
target date (can be changed); follow-up dates; 
reward (if you can't identify a reward, you 
won’t do it); affirmation/visualization (should 
be in the present tense, positive, and you must 
see yourself doing it). Focus on the oppor­
tunities and possibilities.
By clearly visualizing the desired outcome and by 
following the steps outlined, you should get the 
results you want in a timely fashion. If you don’t get 
those results, you should look again at your own 
commitment to these goals.
Update your goals regularly. Don’t shut out spon­
taneous possibilities and project ahead when you 
are about to reach a goal. Set goals as high as you 
can see yourself accomplishing—because it is rare 
for anyone to exceed his or her own expectations. 
And remember that the rewards are always far 
greater than the extra effort involved in attaining 
them. □
—by Ronald C. Evensen, CPA 
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